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Abst ract

A conflict of |eadership styles in the fire service was
di scovered to be related directly to an ideological disparity
bet ween “Baby Booni’ managers and “Generation X' firefighters.
The problemresulted fromthe “traditional” |eadership style
of Baby Boom managers who perceived Generation X firefighters
as “slackers, whiners, underachievers, |azy conpl ai ners who:
Don’t want to pay their dues. [and] Have a ‘this world owes

me’ nmentality.” (Benson, 1998, p. 18)

The purpose of this research paper was to conpare and
contrast traditional |eadership styles generally used by the
Baby Boom generation with current, nore nodern, styles which
were thought to be nore conpatible with Generati on X enpl oyee
i deol ogy.

The research nmethod used was the historical nethod.
Questions to be answered by this research were:

1. VWhat | eadership and/or notivational styles have

traditionally been used in the fire service?

2. VWhat nodern | eadershi p and/or notivational styles

are available to the fire service?

3. How can Baby Boom fire department managers satisfy

t he needs of Ceneration X firefighters and those of

t he organi zation?

The research procedures used included the use of the



Learni ng Resource Center at the National Fire Acadeny, | ocal
l'ibraries, personal library, and the World Wde Web on-1ine
servi ces.

The results of this research showed a need for fire
service | eaders to update their managenment style.

The recommendation of this research is for fire service
| eaders to listen to Generation X firefighters. “Xers” want
freedom aut onomy, active involvenent, recognition,
enpat hy/ under st andi ng, and direct conmmuni cati on/feedback from
t he organi zati on | eadership. (Benson, 1998, p. 20)

Fire Service | eaders nust change their | eadership style
or risk losing the support of Generation X firefighters. The
Xer generation has the power to continue the tradition of fire
department excellence or destroy it with a “slacker” nentality
acted out in public and on the job. Fire service |eaders
shoul d accept this challenge as they have all the others. It
is an opportunity to increase personal and organi zati onal

ef fecti veness.
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I ntroducti on

The problemwith the fire service today is that the
managenent met hods and | eadership styles used by depart nent
adm ni strators are outnmoded in |ight of the expectations, work
ethics, notivational, and job satisfaction needs of |ine
firefighters generally under forty years of age. The
“CGeneration X' enployee, now ages 17 to 36 (Benson, 1998, p.
16) exhibits attitudes and work ethics that appear
unacceptable to the “Baby Boom Generation” nmanager or
adm ni strator, now ages 34 to 52. (Luntz, 1998, p. 1)

There is research that indicates traditional managenent
styles are considered ineffective. Firefighters, whether
“Xers” or “Booners” face the unique situation of |iving and
wor ki ng together. Leadership and managenent issues regarding
percei ved work ethic and job satisfaction differences between
these two generations provides a potentially explosive m xture
for the fire service.

The purpose of this research project is to conpare and
contrast traditional |eadership styles generally used by the
Baby Boom Generation with current styles which may be nore
conpatible with Generation X firefighters. This project uses
the historical research nmethod. Questions to be answered in

this research are:



1. What | eadershi p and/or notivational styles have

traditionally been used in the fire service?

2. What nodern | eadership and/ or notivational styles
are available to the fire service?

3. How can Baby Booner fire departnment managers satisfy
t he needs of Generation X firefighters and those of

t he organi zation?

Background and Si gnificance

Results of “The Leadership Profile Observer’s
Assessnent,” a required project of the Executive Devel opnment
class in which the author participated in January, 1998 at the
Nati onal Fire Acadeny, produced findings so |ow they did not
register on the charts in nost instances. This response has
been, at least in part, attributed to the general |ow norale
of the Keller Fire Departnent because of dissatisfaction with
t heir conpensation plan (See Appendix A) and fear of having
the local fire departnent-based ambul ance service privati zed.
(King, 1997)

Unit 5, “Followi ng and Leadi ng,” (Student Manual, 1998,

p. SM 5-2) “Term nal Objective” nunber three states, “G ven an



under st andi ng of foll owership and | eadership, the students
will consistently provide effective transformtiona

| eadership to design and build a positive culture in their
organi zations.”

The City of Keller, Texas fire departnment has 30 paid
firefighters. 1In the past three years; however, there has
been the highest turnover rate (approximately 30% in twelve
year history with paid enpl oyees. Although nine new positions
have been created and filled in the past three years, ten
firefighters have separated fromthe departnment...all were
bet ween 23 and 34 years of age...all Generation X enployees.

This research was undertaken to di scover possible ways to
strengthen rel ati onshi ps between | eaders and foll owers of
different generations. It is hoped this information could be
useful not only in the Keller Fire Department, but in all fire

departnments facing generational differences.



Literature Review

In nearly 80 years of research into enployees and job
satisfaction there has been a tremendous anmount of research
relating to the notivation, satisfaction, and performance of
enpl oyees. Feldman and Arnold (1983, pp. 192-193) cite the
work of E. A. Locke (1976) who wote, “...there have been well
over 3,000 studies that have tried to discover what specific
aspects of the job situation are the nost inportant sources of
job satisfaction.” The authors listed Locke' s three nmain
findings: “lIndustrial engineering” studies of the 1920s by
Frederick Taylor; “Human rel ations novenent” research of the
1930s and 40s by E. Mayo (1933) and F. J. Roethlisberger and
W J. Dickson (1939); and “Work itself (or growth) school”
research published by F. Herzberg (1959).

Research into the definition of |eadership seened to be
appropriate to this study. The follow ng statenent; however,
tended to obfuscate rather than elucidate on the topic. It
did indicate a trenmendous interest in the subject fromthe
st andpoi nt of the research community. Feldman and Arnold
(1983) attenpted to define “leadership,”

There is no clear consensus regardi ng exactly what
| eadership is and how the term should be defined. This |ack

of consensus is not, however, a result of a |lack of effort.



There are al nost as many definitions of |eadership as there
are researchers who have studied the topic and over 3,000
enpirical studies of |eadership have been carried out. (p.
288)

Further review reveal ed three behavioral theories of
| eader shi p conducted at separate M dwestern universities: the
Uni versity of lowa study by Lenin, Lapped, and VWhite in 1939;
the Ohio State University study by Fleishman and Harris in
1962; and the University of M chigan study by Katz, Maccoby
and Morse in 1950. (Feldman and Arnold, pp. 296-301)

The I owa theorists focused on the decision-nmaking

conponent of the | eader’s behavior and classified

| eaders into three different types according to

their style of handling decision-mking situations.

Aut horitarian. The | eader makes decisions al one and

tells subordinates what to do in |light of the

deci sions made by the | eader.

Denocratic. The | eader actively involves

subordi nates in the decision-nmaking process, sharing

problens with them soliciting their inputs, and

sharing the authority for arriving at decisions.

Lai ssez-Faire. The | eader avoids making a deci sion

whenever possible and |eaves it up to subordinates



to make individual decisions on their owm wth

little guidance or direction either fromthe | eader

or fromthe rest of the group. (Feldman and Arnold,

p. 297)

The Denocratic | eadership style seens to be the npst
desirable in ternms of effectiveness and individuals working
under denocratic | eaders were nore satisfied, had higher
noral e, were nore creative, and had better working
relationships with their superiors. (Feldman and Arnold, p.
297)

The Ohio State studies identified two | eadership styles
whi ch have relatively broad categories of |eader behavior.

Consi deration. As its nanme suggests, consideration

refers to the extent to which a |eader is

consi derate of subordinates and concerned about the

quality of his or her relationship with

subordi nates. Anpbng the specific exanples of | eader

behavi or included the dinmensions of friendliness,

consul tation with subordinates, recognition of
subor di nat es open conmmuni cati on with subordi nates,
supportiveness, and representation of subordinate

i nterests.

Initiating structure. Initiating structure refers



to the extent to which a |eader in task-oriented is

concerned with utilizing resources and personnel

effectively in order to acconplish group goals.

Specific types of |eader behavior included in the

initiating structure dinension include planning,

coordi nating, directing, problemsolving, clarifying

subordi nate roles, criticizing poor work, and

pressuring subordinates to performnore effectively.

(Fel dman and Arnold, p. 298-299)

The results of this study indicated that high | evels of
| eader consideration were associated with | ower |evels of
enpl oyee grievances and turnover. Neither consideration nor
initiating structure has been found to be consistently rel ated
to any ot her measures of subordi nate performance. (Fel dman and
Arnold, p. 299)

The approach adopted by M chigan researchers Kat z,
Maccoby and Morse (1950) was first to identify | eaders who
were acknow edged to be either effective or ineffective and
then to study the behavior of these |eaders in a search for
patterns of behavior that m ght differentiate the effective
and ineffective | eaders. (Feldman and Arnold, p. 299)

Enpl oyee-oriented. As its nanme inplies, enployee-

oriented | eader behavior is highly simlar to | eader



behavi or which is high on consideration. The

enpl oyee-oriented | eader is concerned with welfare

and devel opnent of subordi nates, engages in two-way

conmuni cation with subordinates, is supportive and

nonpunitive [sic], and del egates responsibility and
authority to subordi nates.

Production-oriented. The notion of a |eader who is

hi ghly production-oriented is very simlar to the

idea of a leader who is high on initiating

structure. Production-oriented |eaders enphasize

pl anni ng, goal -setting, and neeting schedules. They

are nore likely to give subordinates explicit

instructions, make use of power, evaluate

subordi nates, and generally stress the inportance of

production. (Feldman and Arnold, p. 300)

Col burn (1975, pp. 66-67) observed, “The chain of command

fl ows downward fromthe head through the subordi nate chiefs to
t he individual conpany conmanders to the firefighters.
Aut hority and responsibility are del egated to subordi nates who
are given definite spans of control and supervision, but final
responsibility rests with the departnment head...[the] chai n-of
conmand theory is utilized in nost fire departnents.” He

conpared the fire service organi zation with business and the



mlitary (Col burn,

p. 69) in Table 1:

Tabl e 1. Conpar ati ve Line Organizations

ARMY FI RE DEPARTMENT BUSI NESS
Maj or Gener al Chi ef Pr esi dent
Brig. General Deputy Chi ef Vi ce President
Col onel Asst. Deputy Chief Asst. Vice Pres.
Lt. Col onel Pl at oon Conmander Divi si onal Manager
Maj or Di strict Chief Pl ant Manager
Capt ain Battal i on Chi ef Depart nent Manager
First Lt. Co. Officer-Capt. Section Manager
Second Lt. Co. Officer-Lt. Supervi sors
Sol di ers Firefighters Wor ker s

Chi ef George Teague, Lewisville, Texas Fire Chief in
1981, (personal communication, October 21, 1981) |ectured a
Tarrant County Junior College [Fort Worth, Texas] Fire

Protection Technology class in “Fire Adm nistration” with the

foll owi ng statenent,

exists from coordi nati on and rul es.

hi er ar chi cal

communi cation flowis fromthe top down.”
chief set the policies and the troops carried them out,
was Friday and “if you didn't

Bol Il man (1991) discussed the franes of

or gani zati ons.

scal ar or

He noted that froma structural

| i ne-type organization.

“A good [fire departnent] organi zation

It is a pyram dal

The
For many years the

payday

like it you could | eave.”

reference for

per spective,

organi zations are guided by goals and policies set at the top.

He al so cited the

“human resource frane of

ref erence” as one

fromwhich mal functions result fromthe m smatch between the

needs of organi zations and the needs of

i ndi viduals or from
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strategi es used to manage i nterpersonal or group dynam cs. And
in defining the “political frame of reference,” Boll man
descri bed organi zations as “alive and scream ng” political
arenas that house a conplex variety of individual and group
interests. (Bollman, p. 186)

Janmes L. Kolb and Raynond C. Picard (1979) enphasized the
el ements of planning, organizing, directing, coordinating and
control li ng managenent “Managing Fire Control” in the textbook
t he author, a Baby Booner, used in his formal fire service
educati on. “Only a clear understandi ng of the nmanagenent
function, coupled with adm nistrative ability backed up with
proven techni cal background, will lead to the attai nment of
fire departnment and community goals and the acconpli shnment of
obj ectives. (Kolb and Picard, p. 214)

Benson (1998, p. 16-18) observed, “Managers generally see
[ Generation] Xers as sl ackers, whiners, underachievers, |azy
conpl ai ners who: “Don’t want to pay their dues. Have a “this
world owes nme” nentality. Their advice to Generation X is:

Get a real work ethic or get out of ny face.” Benson (p. 18)
al so noted that the nunmber of Generation X enployees is “cl ose
to 80 mllion in America alone, which parallels the size of

t he Baby Boom Generation.” As today’'s fire service |eaders

we are only beginning to face this new generation. As ol der
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fire fighters retire and are replaced with nore Generation
Xers, the | eaders being devel oped today nust have a deeper
under st andi ng of | eadership and foll owership as defined by
this new generation.

“Leaders are people who do the right thing; nmanagers are

peopl e who do things right.” (Bennis, 1989, p. 18) 1In his
five year study of ninety of the nost effective, successful
| eaders in the United States, sixty from corporations and
thirty fromthe public sector, Bennis sought to find traits
that were common to | eaders. He found that Anmerican

organi zati ons were largely underled [sic] and over managed
[sic].

They do not pay enough attention to doing the right

thing, while they pay too nuch attention to doing

things right. Part of the fault lies with our

school s of managenent; we teach people to be good

t echni ci ans and good staff people, but we don't

train people for |eadership. (Bennis, pp. 18-19)

Benni s defined four conpetencies evident to sone extent
in every nmenber of the group: managenment of attention;
managenent of nmeani ng; managenent of trust and managenent of
self. (Bennis, p. 20)

On managenent of attention, the first trait, Bennis said
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t hese | eaders have the ability to draw others to thensel ves
not just because they have vision, but because they

communi cate an extraordi nary focus of commtnent. “Leaders
manage attention through a conpelling vision that brings
others to a place they have not been before.” (Bennis, p. 19)

One of the | eaders Bennis interviewed was Leon Fl eischer,
a prom nent mnusical conductor and nusicol ogi st. When
interviewing two of Fleischer’s nusicians, one said, “I’IlI
tell you why he’s so great. He doesn’t waste our tine.”
(Bennis, p. 20) He further observed,

Every nonment Fleischer stood in front of
his orchestra, he knew exactly what sound
he wanted. He didn't waste tine because
his intentions were always evident. \What
united himw th the other nusicians was
their concern with intention and outcone.
(Bennis, p.20)

Managenent of meaning is the second | eadershi p conpetency
which Bennis listed. He said, “To nake dreans apparent to
others and to align people with them |eaders nust conmunicate
their vision. Comrunication and alignnment work together.”
(Bennis, p. 20) He conpared the communication styles of

Presidents Jimmy Carter and Ronald Reagan. “Ronald Reagan is
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called ‘the Great Communicator’; one of his speech witers
sai d that Reagan can read the phone book and make it
interesting. The reason is that Reagan uses netaphors with
whi ch people can identify.” (Bennis, p. 20) “In contrast,
President Carter was boring. Carter was one of our best-

i nformed presidents...But he never nmade the meaning cone

t hrough the facts.” (Bennis, pp. 20-21) He interviewed an
assi stant secretary of commerce who said, “...that after four
years in Carter’s adm nistration, she still did not know what
he stood for. She said that working for himwas |ike | ooking
t hrough the wong side of a tapestry; the scene was blurry and

indistinct.” (Bennis, p. 21) He suns up this conpetency wth
the statenent, “The |eader’s goal is not nere explanation or
clarification but the creation of neaning.” (Bennis, p. 21)

The third conpetency is managenent of trust. Trust

is essential to all organizations. The nmain

determ nant of trust is reliability, what | call

constancy. When | talked to the board nmenbers of

staff of these |leaders, | heard certain phrases

again and again: ‘She is all of a piece.’” ‘Wether

you like it or not, you always know where he is

com ng from what he stands for.’ (Bennis, p. 21)
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Benni s continued di scussi ng conpetenci es of |eaders:

A recent study showed that people would rather

foll ow individuals they can count on, even when they

di sagree with their viewpoint, than people they

agree with but who shift positions frequently. |

cannot enphasi ze enough the significance of

constancy and focus. (Bennis, p. 21)

The fourth | eadership conpetency Bennis identified was
managenent of self. That was descri bed as basically know ng
one’s skills and using themeffectively. “Managenent of self
is critical; without it, |eaders and nmanagers can do nore harm
t han good. Like inconpetent doctors, inconpetent managers can
make |ife worse, make people sicker and less vital.” ( Bennis,
p. 21)

Col eman (1989, p. 26) speaking about fire departnment
operations said, “But not all the crises occur on the
fireground. It is axiomatic that in nost organizations, fires
and energencies constitute about 10 percent of our tinme, and
the remainder is spent dealing with crises in the firehouse,
or in local governnent activities.”

“Most managers are | eaders and followers; but because of
t he enphasi s and preoccupation with | eadership, the follower

rol e which dom nates our professional |ives, but not our
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thinking, is often ignored.” (Student Manual, p. SM 5-4)

CGeneration X enpl oyees make up eighty per cent of al
entry-level new hires in virtually every industry. (Benson,
1998, p. 16) Generation X enployees are defined by Benson as
having birth dates between 1961 and 1981. She further
descri bes Generation Xers:

» They are the product of |atch-key parenting and

unprecedented di vorce rates.

»Have inherited a stagnant job market, corporate

down-sizing and linmted wage nobility.

»>Are the first generation predicted to earn |ess

than their parents did.

»Feel abandoned, cheated, and left to fend for

t hemsel ves.

»Are collectively saying “no” to traditiona

managenent approaches in the workpl ace. (Benson, p.

16)

CGeneration Xers have a Web page (LAZINESS. COM 1998) with
a fictional super hero naned “Slackman” who enbodi es the Xer
mentality. “W idolize things we should ignore and ignore
t hings we should respect.” (Slansi ng@\OL.com 1998, CONTENT/
LAZI NESS. COM, p. 1)

Arie De CGeus, head of planning, Royal Dutch/Shell said,
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“The ability to learn faster than your conpetitors may be the
only sustainable conpetitive advantage.” (Senge, 1990, p.4)
“What fundanmentally will distinguish |earning
organi zations fromtraditional authoritarian
‘controlling organizations’” will be the mastery of

certain basic disciplines.” (Senge, p.b5) Engi neers
say that a new i dea has been ‘invented when it is
proven to work in the |aboratory. The idea becones
an ‘innovation’ when it can be replicated reliably
on a neani ngful scale at practical costs. |If the
idea is sufficiently inportant, such as the
tel ephone, the digital conputer, or comrerci al
aircraft, it is called a *basic innovation’, and it
creates a new i ndustry or transforns an existing
i ndustry. (Senge, p. 6)
O Brien of Hanover |nsurance was quoted by Senge (1990)
as having said,
Peopl e enter business as bright, well-educated,
hi gh-energy people, full of energy and desire to
make a difference. By the tine they are 30, a few
are on the ‘fast track’ and the rest ‘put in their

time’ to do what matters to them on the weekend.

They lose their commtnent, the sense of m ssion,
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and the excitement with which they started their
careers. W get damm little of their energy and
al nost non of their spirit. (Senge, p. 7)

Senge defined the start of ‘team |l earning’ as,

The discipline of teamlearning starts with

‘di al ogue,’ the capacity of nenmbers of a teamto
suspend assunptions and enter into a genuine
‘“thinking together.” To the Greeks dia-|ogos neant

a free-flowi ng of nmeaning through a group, allow ng
the group to discover insights not attainable

i ndividually.” (Senge, p. 10)

Senge defined discipline for |eaders in the foll ow ng
st at ement,

Discipline is a devel opnental path for acquiring
certain skills or conpetencies. As with any

di scipline, fromplaying the piano to electrical

engi neering, sonme people have an innate ‘gift,’ but
anyone can devel op proficiency through practice. To
practice a discipline is to be a lifelong | earner.
You ‘never arrive’ ; you spend your life mastering

di sci plines. (Senge, p. 11)

Modern | eadership research had the obvi ous benefit of the

hi storical perspective on which it was built. The follow ng



research appeared to be as notivational as it was practical,

As we | ooked deeper in to this dynam c process...we

uncovered five fundanental practices that enabled

these | eaders to get extraordinary things done.

When they were at their personal best, our | eaders:

1. Challenged the process.

2. Inspired a shared vision.

3. Enabled others to act.

4. Mbdel ed the way.

5. Encouraged the heart

These practices are not the private property of the

| eaders we studied. They are avail able to anyone

who wants to accept the | eadership chall enge.

(Kouzes and Pozner, 1987, pp. 8-9)

The problens with today’s changi ng | eadership styles is
sunmed up as follows (Bennis and Townsend, 1995, p. iXx),

Making the transition fromthe old style of
| eadership to the new one is a challenge for top
managenent at every organi zation. The mlitaristic,
conmand- and-control | eadership of the past has becone an
anachronism In the post-downsizing, flat-mnagenent era
today, a new | eadership style is necessary. The time has

cone to ask yourself: Have you and your conpany adapted
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to this new set of standards or are you hanging on to the
anachroni stic rules of the past?

Farace, Monge, and Russel (1977, p. 149) commented on
manager, supervisor, and worker perceptions of their
conmmuni cation and how it affects their working relationships,
...these data suggest that nmanagers are nore |ikely
t han supervisors or workers to think that downward
conmmuni cation is taking place...wrkers are nore
inclined to believe they are participating in upward
comruni cation than are either of their two i nmedi ate
supervisory levels...[there] is a constant pattern

of m sperception [sic] on the part of workers,

supervi sors, and managers about the state of their

rel ati onshi ps.

Procedures
Whi l e on canpus at the National Fire Acadeny, January 5-
16, 1998, the author used the Learning Resource Center (LRC)
to obtain information through the conputer catal og systemto
| ocate references in books, periodicals, and Executive Fire
Officer research papers. Upon returning home, the author used

information in the Keller Fire Departnent files and the City
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of Keller Library on-line conputer systemto search the North
Texas Inter-Library System None of the resources were
avai l able locally and were ordered fromregional |ibraries.
The author al so purchased sonme excellent used textbooks in a
library sale, referenced his personal |ibrary of managenent
resource books, and used the World Wde Web for on-1line

sear ches.

The research results describe highlights about | eadership
traits both past and present. There is a vast array of
i nformati on about | eadershi p and managenent mnet hods avail abl e
to the researcher. Authors often reference each other’s work
and seem to support the body of knowl edge with which they
happen to agree.

The problem statenent, purpose statenent, and questions
established for this research paper were used as topical
criteria in the research process. Information obtained was
sorted by date, topic, and its relevance to the criteria
established for the research. An attenpt was nade by the
author to limt the research to nore current literature in an
effort to provide relevant information to others in the fire
service | eadership field who m ght benefit fromthese nore

recent findings in their own departnent.
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Resul ts
The information obtained fromthe research for this paper
contained sufficient data to answer the established research

guestions set forth in the introduction section as follows:

1. What | eadershi p and/or notivational styles have
traditionally been used in the fire service?

The research indicates that traditional |eadership
met hods enpl oyed by the fire service are basically
‘mlitaristic,’” ‘command-and-control’ types of |eadership
styl es. Traditional | eadership styles researched included
studi es conducted at the followi ng three universities: |owa
State University, Ohio State University, and the University of
M chi gan.

The Iowa Studies identified three main types of
| eadership styles: Authoritarian, Denocratic, and Laissez-
Faire.

The Ohio State Studies identified two | eadership styles:
Consi deration and Initiating Structure | eadership styles.

The M chigan Studies identified two types of |eadership
styles: Enployee-Oriented and Production-Oriented styles.

2. What nodern | eadership and/ or notivati onal

styles are available to the fire service?
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The results of this research revealed a | arge body of
information relating to “nodern” approaches to | eadership from
both private business and the public sector. There has been a
nmovenment away fromthe traditional style of one-way
communi cation in the hierarchical |eadership styles to a two-
way participative style. Enployee satisfaction, especially
anong Generation X, appears to be increasingly tied to being
made to feel they have autonony, active involvenent, personal
recogni tion, enpathy/understanding, and direct communication
wi th managers. (Benson, pp. 20-27)

3. How can Baby Booner fire departnent nanagers inprove
relati onships with and satisfy the needs of
Generation X firefighters and those of the
or gani zation?
A variety of relationships were identified between
| eaders and followers. It should be obvious that |eaders need
followers in order to reach organi zational goals. The
rel ati onshi ps invol ved between | eaders and foll owers in any
particul ar organi zation are changing toward the expectations
of Generation X according to the nost recent literature
revi ewed.

Conti nuous | earning by an organi zation is a devel opi ng

idea in which individuals perceive thenselves and their world
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as being interconnected. There is a “nmetanoia” or shift of
m nd in which the enployee is encouraged to share the vision
the | eader communicates to the entire organi zati on and

participate in creating their own reality. (Senge, p. 13)

Di scussi on

The firefighting profession has traditionally been
regarded as a secure job, maybe not a hi gh-paying job, but one
with stability. “Corporate nmergers, re-engineering, and
massi ve | ayoffs have had a financial and psychol ogi cal i npact
on Xers, resulting in a general mstrust of enployers and the
notion of job security itself.” (Benson, p. 18) She
continued, “In spite of ‘total quality,’ ‘enpowernent,’ etc.,
Generation X believes that there is too nuch |ip service and
too many holl ow pronm ses when it conmes to ‘walking the talk’.”
(p. 18)

The results of this research found that the study of
| eadership styles appears to be in a constant state of flux
that is in sync with the trends of each generation. |Influence
from a precedi ng generation that nmay have been authoritarian
appears to breed an opposite reaction, in essence, a “thunbing

of the nose” at the authority forced upon it, one that is
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proud to be called a “slacker.”

The interdependence of the research supported the view
st ated bel ow,

VWhile it is no doubt true that | eaders can and do

influence their followers, it is also true that

| eaders and followers engage in interaction with one

anot her, which necessarily inplies that existence of

mut ual i nfluence. In other words, not only is it

true that |eaders influence followers, but it is

equal ly true that followers influence |eaders.

(Fel dman and Arnol d, p. 289)

Much of the effort involved in studying |eadership
focused on | eaders thensel ves and how their behaviors caused
followers to react. An inportant contribution of recent
research on | eadership has been to point out the
shortsi ght edness and i nadequacy of this view of |eader-
foll ower relations.

It is believed by the author that a visionary | eadership
styl e which seeks | ong-range goals and the input of al
menbers of an organi zation is doing so with the best interests
of individuals and the organization.

The inmplications of public perception of the fire

service as a rather traditional organization are not great at
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first glance. As synbols of vigilance, the hard-working,
communi ty-m nded, salt-of-the-earth fire fighters stand ready
to race off at a monent’s notice to risk their lives so that
others mght live. This snapshot endures in the nythol ogy
surrounding the fire service, to its credit, and continues to
remain the ‘good guys and gals.’

However, the public rarely sees the issues facing the
nodern fire chief and his or her officers that may eventually
affect the delivery of enmergency services to their own
doorstep. Issues relating to hiring a notivated work force
that is capable of wthstanding the physical, enotional, and
mental challenges in a fire service career

On the fireground, the traditional, action-oriented
| eader stands up and says, ‘Follow ne!’ as he |eads a crew
into a burning building. But back in the fire station the
sane traditional |eader sits back and says, ‘handle it,’ as he
stares into his conputer screen trying to finish the nonthly
report and his crew wonders exactly what he neant. This
di chot ony of | eadership styles used in the fire service is not
uni que to our profession. It can breed frustration with
adm ni strators because of enpl oyees’ perceived | ack of
sensitivity to the needs of managenent and organi zati onal

goals. The individual fire fighter is not always seen as a
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val uabl e nenber of the team when not engaged in energency
work. His or her many talents and abilities may | ay hidden
for years unless | eadership and foll owership inprove their

conmmuni cation skills and enpathize with each ot her

Recommendat i ons

It is recommended that meani ngful relationships be
fostered by neeting the needs of the individual and the
organi zation in a bal anced way through better two-way
communi cati ons between adm ni strators, supervisors, and
wor kers. Adoption of the “continuous organizational |earning”
concept will also allow the evolutionary changes tine to take
pl ace. That will help ensure longevity of the organi zati onal
culture and other inportant traditions to the fire service
delivery system

It is believed that issues relating to Generation Xers
who say they can’t trust anyone, especially enployers, wl]l
inprove in direct proportion to the extra effort put forth by
Baby Boom adm ni strations. The generational conflict, whose
di sparate value systens created the friction in the first
pl ace, should inprove with better communications training and

active involvenent by both sides in inmproving the
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or gani zati on.

It is the finding of this research that the
relationship the traditional manager has with the typical
enpl oyee is shallow and nostly related to business. There has
been little or no attenpt to inprove this relationship and
find out the needs of the individual relative to the needs of
t he organi zation. There has been no desire to communi cate the
“grand vision” of the upper |eadership to the individua
enpl oyee, perhaps because, as |eaders, we have failed to
stress the inportance of every nmenmber know ng and
understanding their place in the m ssion and where their
career plans will fit into the organization in the future.
We, as | eaders, have not effectively commnicated a future
oriented m ssion statenent to our followers or, for the nost
part, done anything nore than pay |lip service to their input.

The potential inpact of Generation X enpl oyees and
t heir acconpanying set of attitudes and values on the fire
service is enormous. They will ultimtely be the sole
benefactors. And, as the public demands nore and nore
personal services fromfire departnents, the enpl oyees nust
know not only how to be good technicians, but also howto
share the burden for carrying out the organizati onal

goal s...perhaps in areas that are totally new to them
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If today’'s firefighters “throw a pebble into the pond of
fire departnment services” by becom ng “slackers,” the ripples
they make will negatively affect all other fire services and
eventually the attitudes of the public. Better comrunication
bet ween generations will help ensure a continuous flow of
departnmental services which are sensitive to the needs of the

public, the enployee, and the organi zation.

Recommendat i ons

Accepting the chall enge of |eading Generation X fire
fighters who do not trust traditional |eadership and
managenent styles is not an option for the fire service | eader
today. Leaders must have followers or there is no one to
carry out organi zational duties or to reach organi zati onal
goal s.

Leadership is an interpersonal process/relationshinp.

VWhat are traits/characteristics that are critical

for a | eader today? Integrity, self-discipline,

intelligence, persuader, comunicator, confident.

If | can acquire and learn to use the traits then |

can becone a | eader. (Charles J. Burkell, personal

communi cati on, January 8, 1998)
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Fire service |l eaders nust acquire these val ued | eadership
traits for thenselves and find ways to comunicate them the
val ues, and vision they have to their followers. |[In so doing
they will begin to build interpersonal relationships, nmeeting
needs of individuals as well as the group and reaching the

organi zational goals of their departnent.
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Ray Associates, Inc. Firefighter/EMT
Salarz Survex
Average Overall Salary: $34,197 Keller % of Average: 85.0%
Median Minimum Salary: $29,888 Keller % of Median: 85.8%
(Both Exclude Keller)
Coppell | 1 $40,259
$37,452
$40,908
. $34,972
Farmers Branch | $41.603
Haltom City $33,828
o F $31,554
Colleyville : $36.608
: $30,588
Flower Mound §: $41,520
Southlake 1$29,188
. $29,000
Grapevine $36.000
E ............................................................ 328‘694
Euless |:::::| Firefighter/Paramedic (more rsspons:ble) | $36,051
North Ri ils | $28,620*
orth Richland Hills : $41.196°
: $25,655
Keller : $32.498
$25,500
fhan $35,700
. $25,100
Burleson [ Firatighter (lass responsible) ] $33 120
$10,000 81:0; $20,000 825,000 s:wlooo mnoo uoooo 845000
|OActual Maximum £3Actual Minimum |

* Denotes salary range

A-20
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